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12 June 132

HEMORANDUM FUR: Director of Central Intellipence

Via: DDR/Low
Db/E
JSUBIRCT; Inspector Jeneral Report on NR Division

1. The NE Division has submitted to the DD/P ite
draft ooasents on the recent 14 report covering our scbie
vities, am provided in the Regulations gav&rnig§ the
handling of much reports. ¥or the reasons set forth be-
low, howvever, I have fait compelled to make & personal
statement of my own reaction to the I0 report, There are
30 recommendstions in the report, and & musber af athep
comments which invite & response, although they 414 aot
Ltake the fore of specific recomaendetions, The N2 Divie
slon response to these recommendations end eomients g
contained in our report to the DD/P, and nothing saiad
in this memorandun is intended to substitute for the
Division response, which stands on its own feat.

. The remarke I am about to make 4o not reflect
any disagreement with the concept or the gpecifically
defined responsibilities of the Inspector Jenersl with
Tespest Lo investigations of Area Divisions in the Do/,
i bellieve in this concept, and have tried to eooperate
in every way possidbles to help the Inspector Genersl in
the discharge of his responnibilities in thia BRTVEY .
several of the recommendations in the report are germane
and we believe, and hove 80 recomaended, that Lhey ahoula
be carried sut. Where we disagree with recoamendations,
we have given detailed ressone for ocur dlsagreement. My
peracnal resction to the IC report, however, is besed not
&2 much on vhat 18 said as on the manner in whigh it 1a
said, and on the conolusiona which sean to be clearly
implied in Loth the covering memorandum of the Inspestor
General and in the report itselfl.

3o It im difficult for anyone Lo read these doouw
mente and escape the conclusion that the NE Division,
singe the date of the last I0 report of July 1957, nas
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iz squarely atiributable to sy performance as Divielon
hief. It is sxoeedingly 4ifficult to find words of
comnendation for any of the Division's beslce asotivitiles
in the 375 pages of the IG report. The tovering memo-
randuws from the I[napectar Soneral to the Director, after
e first parsgreph listing statistios such as the nusber
af personnel and the size of the operating budget, starts
sut with 2 sumsary of the “grestest deflelenciss” of tho
ﬁiv‘sian, In the next sentence he states that no one in
the Division can be eonaidered an axpert on the whole
area, and only & handful are expert on any one sountry.,
This statement iz untrue, 1n Soth partioculare, althoush
we obvicuszly lack the ares expertise in depth whieh we
would like to have, and 1 hope In the future will have.
This deliciency, T might sdd, 13 not unicue %o this
Agmricy . ?hgse renmriks set the tons for the entire repoiri,
Heither I nor the other offivers of thie Division want or
axpact to recelve kudos in an I7 report, which is properiy
devoted to identifying arsas where lmprovements cen be
rade and reoommendiing corrective &stion, ¥e have all been
struak, however, by the impression clearly ﬁﬂﬂ?ﬂ?ﬁﬁ;by this
report that the N2 Diviglon, during the past three years,
hes been nls-monazed administratively, and hag faiiad in
the discharge of 1te operationsl reaponsibllities,

§, I do not belleve either to be the case, and I
would iike to address ayself first to the general subject
of management and srganization, Sestion Il of the repor:
deals with Divislon management. Before getting to ite
recomnendations for a basic re-organization of the Divielon,
the report makes esrtain observations on the condmet of the
gfflce of the Division Chief. The nmoin burden of these

maents is that the organirzation of my immediate office is
based on the premise that It is necessary io have “points
of declasion” arcund the Diviaion Chief, &ﬁd that this zome-
how results in sn insulation of the Diviaion Chief fron
Branch Chiefs which in turv deonies the proper delezation
of authority to the latter, and deprives the latter of
poliey gutdsnce from the Division Chief. We have dealt
wikth these ohservations in some detail in our cosments
to the BR/P, but I would like to gquote, for purposes of
this memorandun, a fevw passages from this Section:

2. ~“The most apparent characteristic of divi-
sion management 1s the rigldity of its system not-
withstanding the few persons involved., A second
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characteristlie, stemming from Lhe first, 18 the
isclation of the division ehief from the working
level. dne of the division's moat senior offie
cers commented Lhet he could see any division
chief in the Agency more easily than his Oun,

and we Interviewed several headquarters officers
at the G3-12 or -13 level who had never even met
the division ehief or his deputy, Senlor Perac-
nel who camot reach the division chief must e} - 2
taln tentative poliey guldance from officers who
gg ng}gf division chlef atature.,” {Section II,

il

b. "The lsclation of the divislon chier is
intensified in the minds of working-level sube
ordinates by the fact that he had no DD/P experi-
ance when e wag assigned to his present position
in 1357, and therefore brought along no ready-
nade background of professional and perasocnal
assovlations, Doubtless some of his isolstion i{s
traceable to the zlslma made on his time by asti-
vities outside the division, but the substance of
the problen lies in the etructure and habits of
the division itself.” {(Section II, Page 13)

_ g, “Under the present system in NE Division
the Sranch chiefs cannot normally go directly to
the ONE, but sust follow designated channels and
W%ﬁ & meke side exoursions,” {Sectien II,

The pleture giveun sbove is one of a rigid front office
structure, presided over by an inmccessible Division Chiel
- who varaly sees his Brasch Chiefs, and whc has delogated
decislon-making authority to subordinates betweon hlmsell
and the dvanch Chiefs, I take the strongest possible is-
Sue with these atatements. It is true that one of ny
first acta as Division Chief was to replace a flabiy
front office organisation by a group of senlor, experi-
enged pergonnel to whon I could aslely delegats decisnion-
making suthority. I will defend the necesaliy for "polats
el decislion” in an organization which has to deal with
she number and couplexity of problems with whieh this
Divislon is faeed on n day-toe-day basia, I have reserved
to Wg bowever, the responsibility for passing on all
major poliey decisions, end I Believa T have ezercised
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that responeibility. As for my inaccessibility to
Branch (hiefs, the fact of the matter is that I am ace
cassibie Bt all times to Branch Chiefs, and I believe
that an objective study of this metteor would have dipe
eiosed the faoct that I have consulbted them move free
gqusntly, and vice versga, than my predecessors ia recent
history. I du not understand the statement that some
of my slleged isolation i3 traceable to the claims 4
made on my time "Ly setivities outside of the Division”,
Kithough I do have to spend quite & bit of time in meet-
ings outside of the bullding, I try to keed these oo~
caslons to & minimum, and in no case have I engazed in
such meetings on matters which were not of lsaed :
interest to the NE Division and to the Agency. .
ence is sade to the fact that I had "no DD/P experience’
whern I was assigned to this Division, This is true, and
wes pointed out. by me repeatedly before I accepted tnis
assignment., 48 1L turns oul, I have never been given
to believe by those in authority over me thet this has
proven Lo be & dissdvantage. The Inspectors evidently
think thet it haa bsen.

, S, Ome of the szmtim resulting fron =y
alleged inaccessibility is the need for reliance on
tentative policy guldance from "officers who are not of
division chief stature’., This evidently refers princi- 25X1A9%a

111l to %thﬁe tmy Chief of Operations, '
nd sy Special Agsistant, ! ,
25X1A9a ; \ not these men are of divislon ohiel svature,
witlch 18 & csurious gcommentary 1In an IG report, they were
appeinted to thelr positions, by or with the concurrence
of the DD/P, on the basis of s?ermr experience and ares
knowledge, and demonsireted ability. As far a3 I am son-
cerned, they would not be fulfilling their responsibilie
tlen unless they were furnishing poliey guidanece, tenta~
tive and otherwise, To thelr subordinates,

5. The Inspector Jeneral recomzends & hesic re-

opganization of the HNE Division, to eorrect sxisting de-

25X1A6a fislencies. This re-organization would involve an analio-
mation of what are now gix grea branches i hwe ares

25X1A9a

2

25X1A6a
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oun, N6 would have to develop a staff stnicture in both
the substantive and support sapects. Perhups this should
- gdone. I made & someinatl similer recommendation to the
f & year and a half sgo, but it would have involved
the up-grading of positions for the Brench (hiefs, and
the identifiestion and assignment of very highly gualie
fied snd sxperienced pevsonnel to take over the pesitions,
Action on this proposal was deferred beeause of Aiffiw
eulties involved in fulfilling the sbove requirements.
As of this moment, I would not renew the praposal, for the
resgonn indlioated adbove,

8. In his tranmaittel semorendun to the Director,
the Inspector General states that another weskness of

leng standing in the M¥ Division iz the abmenee of uni-
laters] intellizence operatlions., Exauples are siven of
25X1X4
25X1X4

; 3. Separete momcranda have been foruwarded to the
. AFRSLoE oo Lhe gpeclial problem identified by the IQ in
25X1A6a the and steps are being teken to implemant

the ast mick has been agreed with respect thereto,
The Inspector Oeneral, however, mskee s spacific recome

mendation that Agency employoe strength i should 25X1A6a
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ror the naxt two yeurs,

25X1A6a should be gbolished,
kltmgh wWe éhﬁ: 4 be on the alert for opportunities o
deoresae the sige of our officlal establishment in
25X1A6a F 1 believe that the IC proposal iz extreme in
oth aspects. Thie matter I8 deslt with in our response
to the peport. ;
25X1X4

il. 1 aimmly mgmt that I have felt 1t neoces-
sary ﬁa write this memovandus. I would be the first &a
soncede that there is aﬁssaiésmhm roos for
_m *.:m gonduct of HE Divislon affsivs. On the %ﬁmr mm,
‘1 feel that this I6 report, by iis ral tone and by its
failure to give the mm at sredit where oredit 15 dus,
Iﬂmft s injustice to the Division as & unlt and $o a great
le who have begn workiag hard, and in ay opinion
effe iwl;a. over the past three years, I trust that the
overall judgement as to theeffectiveness of this Division
will take into gocount the accomplishmenta, zs well as Lhe
alleged deflceliencies, of tiie -organisation.

25X1A9%a
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